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‘J’llis pa]m is based on [k higl)ly
successful Mission aml Completing Sup]mr[
(MA(X)  (km[racl, bclwccn Ihe JCN
l’repulsion 1,aboratcwy  (J]’],) and OA()
Corporation, which mmnpasscs a
mmprchcnsivc  SW of work for information
systems and scrviccs. J1’1,  awarded the
MACS contrac t  in 1988 and saw very
smmssful  opcra[ions  durinf, Ihc first five
yc:llsw  llicl~w clclcccllllycol  ll])lclccl. The
MACS contractor is now cxmlimliap, under

a [hrcc-year extension in which J]’] ,’c.xcrciscd
three of the five 1-year options which arc buill
in(o tbc contract.

‘1’hc JCI l’mpulsion 1.aboratory is a federally
funded  r e s e a r c h  and dcvclopmcnt  c.cntel
(l JI;RIX)  operated by Called  under  cmtracl
m the Na[ional Aeronaut ics  and Space
Administration (NASA). J])] .’s primary
mission is exploration of the solar system and
involves about  6,700 J1’1. employees and
1,500 contractors at the Pasadctla,  California
si[c.

Ms. l<aab’s  description of’ IIlis year’s
collfcrcncc  [hcmc pointed  OU1 s o m e  o f  (I1c
challcnp,es of the situation around us, and he
posed several qucs(ions  which arc critical 10
succcssflll  ou[sourcing. in (l}c M A C S
Con[rac{  cxpcricnce, we fmxl a very sin) i la r
situation, ad wc addressed many of (Ilcsc
sdmc questions. It was also good to rca(i ill
Mr .  Gclb’s  review of Ihc 2.6th cwnfcrcncc
proceedings that “OU(SOllI”CiIlp,  iS Jm ]ongcl’ a
dirly word. ” It’s much belle.r to talk about
ou[sourcinp, with people  who arc over that
hurdle.

‘1’hcrcfore,  my primary purpose in this papcl
is to dcscribc J1’1.’s successful ou[sourcinf:
cxpcrimc.c  with the MACX contrad  and in
doing  so, to respond to some of [Ilc qucs[ions
and pressing  issues which confron[ (hose who
would  consider contracting m( as a means of
meeting their information sys[cms and services
mc(ls. ]d’s starl with a brief look at the
silualion.

‘J’IIc Nat urc of information ‘1’whndogy (l’J’).
11 is essential that we uadcrs[ald  lhc critical



impor[ancc  of information (cchnology  (l’J’)
ill al] that wc do. Many say that OUR is
Iwcoming an illf(~rlllatiol]  -dol~lillallt  or
kllo~vlc(l~e-(ilivcll  worki.  Some call t h i s
(Iw information age. In today’s cmnplcx
world, wc rely hcavi]y  on 1’1’ to gcmratc,
ac. quirc, c.ommunica[c, assimilate,
cwalua(c,  find (0 apply know]cdgc;  wc also
rely mom on Setting  thinp,s done [hroup,h
sroups  or [cams of people  rather t h a n
tl)rou~ll  il~(livid~lalcffol[.  As MI. Raab’s
note on the mnfcrcncc  theme said, “’1’hc
usc of I’J’ [o suppml public administration
is now ail but universal. ”

IIowcvcr,  in rclrospcd,  information and
knmvldg,c  and the application of technical
knowledge (technology) always have had
a sigl]ifican[ prcscncc  ancl in fact, have
provided Il]c fundamental basis for all
major advancclncnls  in civil i~jation  since
[IN bcp,inning  of human  cxistcncc.
Know]cdgc is power. Or, perhaps nmc
c.orrcdl y said: knowledge along with tl)c
wherewithal [0 apply it ancl cxploi[ it - bc
it financial, political, military, or national-
wil] wlwrcwithal - gives the power to
achicvc  cxccllcllcc.

1 n (Ilcir bcs( scllin~  book,  Reell,gitlecritlg
111(’  Colpol”dion , M ichacl 1 lammcr and
lames Champy indudcd a chaptct called
“’1’hc 1 inablinp, Ro]c of lnfomation
‘rcc.hlmlo~,y  “ . T h e  au(hors sta[c t h a t
information tcclmology  can give solutions
to prol~lcms  (Ilat aren’t known  10 cxisl; onc
musl [I)cn bc crcativc  enough to find tllc
problcm which i( s o l v e s . of Course,
i n f o r m a t i o n  (cchtmlog,y  f,ivcs ways [0
rcso]vc  many difficull, known  problems
a 1)(1 to i m p r o v e  kcy proc.csscs.
1 nformai ion lcchno]ogy  can also lead to
ncw rules for doing things  differently, to
who]c ncw paradigms.

What dots all of this mean’? 1 bdicvc  it
Incans that it is very difficult to over state
the impor[ancc of information lcchmlop,y
in t o d a y ’ s  coml)lcx, e v e r  changin:,,

il]tcractivc  world. information lcchno]op,y
must bc responsive, ficxiblc, dynamic,
leading ,  and pmactivc. And, [O do so, 1
bc]icvc Ihat there musl bc a ncw para(iigm
which would integrate information,
information tcc.lmo]ogy, informatiol~ sys(cms,
and itlformation  users  wi th  process  ald
workfiow in a WCI1 cnginccrcd  manner. nut,
[his is a topic for a future paper as this
(iisciplinc  evolves and matures.

As is usi]ally  [hc case, the more impmlallt
something is, (hc more difficult it may bc to
ac.hicvc  desired outcomes, lnfomalion
tcchno]ogy  almc involves challcngcs,  but now
onc would imposc(l lhc a(idcd  comp]cxity  of
contrac(inp,  out for some or all of il thus
raising, a(iditional  qucstiom ami issues tl]at
must bc c.arcful]y a(idrcsscd.

(lil.voumit~g  Qumlio)tLv aII(i (kncctm

What arc Ihc questions and conccrm rcp,ar(iing
mtsourcinp,?  Onc docsn’[  have to look far 10
find the answer to this question. ‘J’llc.
collfcrcncc  theme description as WC]] as really
of the session hcadillp,s  clearly rcficct SCVCMI
things that pcop]c arc cmccrnd  about. Some
of [hc.sc fundamcll[al qucstiol~s  arc as follows:

o YVhy  outsourcc? W h a t  d r i v e s  onc t o.
comidcr  oulsourcing  in the first p]acc’? Wily
would anyone want to “give away” par[ of
lhcir rcsponsihility  or organi~.ation to a n
outside contract? Why transfer I’J’ work to
the private sector? 11 is apparent (hat these
qucstiom quickly evoke emotions over
territory an(i empires ancl power. 1 lowcvcr,
[hc MACS cxpcricncc  idicatcs  that there arc
sonic Rood reasons 10 (io so, although tllcy
may not bc very cvi(icnt in the bcf,inninr,.

o Which wm.k to out source? W hic.h jobs,
p o s i t i o n s ,  scrviccs, ami t a s k s  c a n  bc
contractc{i out? 1 Iow (iocs ODC clmosc whicl~
an(i how much of these to outsourccr?  At what
stage of tllc provisioning can outsourcing  bc
accompli shc{i? W h a t  princip]cs  of 1’J’
ou[sourcinp,  appear to bc cvoivinp,? Complex



issm!s sul”muml  t i m e  qllm(ions,  all(i  t h e !

options arc nearly milcss. An(i, ii k

inlmcsting  to note t h a t  m a n y  ticcisim
makers  arc blin(i to the possibilities.
l;lcxii)ililyan(i tailolillga ]eol)l~iotlslykcy
CTarac[cristics  of an approach 10 these
issms.

o IImv to ~ct quality and value? I1O W

(iocs onc mainlain quality in ]WO(JUC(S an(i
scrviccs  (iclivcry  when outsourcinf,?  1 low
can {Iic achicvcmcnl of cost, schc(ii]]c,  awl
quaiily  objectives best bc achicvc(i?  IIow
i s  cllstolllcl-sll]>]~licr  aiigmcn(  achicwe(i
ami maintainc{i(?  lI(J\vdocs  oIlcgol)cyoJI(i
ti}c pro(itlc.[  (iclivcrd  to assure tilat quali(y
prmmscs  arc cmployc(i?  ‘1’im.c  qucs[iom
corrcct]y  imply that achieving the (icsirc(i
mtcomcs  is not simply onc of assessing
pro(iuc( cost, schcciu]c,  an(i quaiity  al the
intcrfidccs.

o What aboul  career paths? What is the
impac(  of outsourc.ing  on carccr patils ald
professional (icvclopmcnt?  ‘J’his question
is impor[ant to both the agency ami the
contractor. onc may fimi scvcrc impacts
af(cr (hc fm( if early consi(icration  is not
f,ivcn to [his question, an(i con[ractualiy
lhis i s  of[cn ip,nord. It shouki a l s o
inflm]]cc (iccisions  abou[ which work to
contrad  oui in tim firs( p]acc. Ciosc
comiillalion  ami Llll(iclst:ill(iitlp,s  bclwccn
liic agcmy an(i contric(or  a r c  impor[allt
Cilarac.tcristics  f o r aci]icving  lhc rif,ht
outcomes in [ilis area.

() What arc. the contractual
implicat iom’? If onc has partncrsl)ips,
simli(i tl]cir nature hc onc of mutual trus(
in imtsui( of common objcc(ivcs  or shoul(i
i t  bc slricl]y c.onlracluai  and a t  a r m s
lctl~’,[il?  ‘1’ilc  amwcrs  here appear [0 hc
more straight forward as to whal’s
ncccssary  (0 achicvc clcsird  o u t c o m e s ;
imvcv(!r, onc m a y nccci  to K!so]vc
resistance from pmcllrcmcnt an(i

c o n t r a c t i n g  pmplc.

o Wl]at arc some of Ilw hazards (0 avoid’?
Arc thcm lessons lcan)cci ti~at  lnay bc app]ic(i
to other situations?

Some answers ami insights into these
questions, basc(i U]JO]] J]’] ,’S MA(;!3
mpcricncc, reveal many factors which
faciiitatc(i  o u r achicvinp,  (icsirc{i  r e s u l t s ,
Timy, along,  with other MACYS c o n t r a c t
feat um (iiscussd, shou](i prove useful in
otimr outsourcing  situations.

Answers atd Insighls FICWI Ihc M A  CT
l<xpetiencc

Why Contract Out? Why (ii(l  JP1. consi(icr
outsourcing?  As is often the case, ncccssity
was the initial driver behind J]’] ,’s action to
contract our a major amount of work which
woul(i  amount to over 4?0 work years pcr
year. About six years af’,o, J]’], was facinp,  a
major illcrcasc  in mission operations, tile
operations buip,c, duc to the backlog of
missions that woul(i Im iaunclmi an(i opcratc(i
durinr, tim (iccadc  of the 1990s. ‘J’his woul(i
(icman(i  a  substa]]tiai  incrcasc in workforcc.
1 IOwcvcr, at iim same time, J]’], was
opcrat  ing under a gui(iclinc  of no. f,rmvth in
[hc J]’], Wol”kforcc. ‘1’ilcrcforc  ,
acc.ol~~l~~(~ciatil~g the operations bu]p,c with J])],
Workforcc would k al tllc CXJJCllSC  o f  thal
portion  of J]’] ,’s workforcc  which was focusc(i
on tcchnolop,y,  cnginccring,  ami (icvclopmcn(,
‘1’i)c IUOIC (icsirab]c  aitcrnativc  was to contract
out much of [im work associatui  with space
mission and insti[utiona]  information services,
information syslcms, and their opcraticm and
maintenance. The MAC%  contract concept
was born ou[ of necessity, bul it hccamc much
n)ol”c as thC  COllCCJ)t Cvoivc(i (iuring

prcJ)aration  of the request for proposals.

Another primary reason for outsourcing  is
flexibility. 1 ]aving tlm right cont rac tua l
vchiclc  alrcaciy  in place to accommmiatc  new
w o r k  or ilucluations in workioa(i is a very
p o w e r f u l  anangcmcnl  for the outsourcing
organiz.a[ ion. ‘1’hc orf,ani?,ation  which builds
ill flcxibiiily  in t h i s  m a n n e r  can be b o t h



I“(!spollsiw and proaclivc  rcgardinp,
dynamic cus[onmr  nccxls.

o n e ’ s  orp,ani7Jalion  can a l s o  enjoy  f,rcalcr

stability in i[s workfom by outsourcinpj.
‘J’hc contractor workforcc  is used as a
Imffcr (0 ac.commodatc  nmt of the peaks
and valleys. ‘1’hc contractor adds or
mlcascs workforce a s  t h e  rcquircmcnls
cl~al]~~,c. II] [he event of scricms
dmvnlums, tlw outsourcing  organi7.ation

m a y  a l s o  clmsc  to rclun) s o m e  of t h e

contractc(l  work t o  k d o n e  in ]musc,  al]

a r r a n g e m e n t  w h i c h  shml(i  h wriltcn  into

Ihc c(mtrad  an(l/or  well UINICIX1OO(I among

tlIc  kcy ]nanag,crs.

‘1’cdino]o~y transfer  i s  anolhcr good
faclor [0 pul info Ihc d e c i s i o n  si[uation
rcgardin~l oulsourcing.  ‘1’hc rapid pace of
lcchtmlo~ica]  change, par[icu]arly  today’s
information lcchl)olop,  y, rc. quircs
or~ani?,a(ions  (0 r e l y  o n  tcchno]ogy
lransfc]’ [0 S[ay Ctllrcl)t. ‘1’cclmdogy
lransfcJ at its bcsl is a Iwo way process
bctw.litling both par[ics. ‘1’here’s a lot
f,oin~~,  on oulsidc.  your  organi7.alien; opcIl
a door [0 il lhrmgh  ou[sourcing,,

Ou[sourcing lllay hc.lp provide
orf,ani~a[ions  with the right Cxpcrtisc and
skills that tire essential to the enterprise
whc.n (lIcy arc not available from internal
rcsolllces. ‘1’llcarrallgcl]lcl~(  mayl~cshorl
term until inlcrnal  cxpcrlisc  is dcvclopcd
(M king, (cm if the organi7,atio]]  has m
intcrcsl in g,cl[inf,  iI]to a  parlict]]ar
discipline.

‘1’here appear to bc some good economic
fac(ors (0 think about in [k ou[sourcing
cquat ion. ‘1’oo oflcn ii is auto] natical]y
assumxl  lllat  cont rac t ing  out will cos[
m o r e  than doing  t h e  w o r k  in lKNISC.
Consider that the organization may p,ain
access  to nccdcd  infrastmcturc such as
Pdcili[ics, lal~oraloricsj equipment,
complll~!r  ccntcrs, Ilctworks  wi[hout ally
ini[ia]  m[lays, IJargc internal fixul costs

whicharc  spread across afcw users may show
llIJaslllllcll lcssastllc  colltrac(c)ls  slJlcads such
costs across a larg,cr c.osl ccntcr base. ‘1’hc
rip,ht  incentives can cause the cmtractorto  do
work better, faster, C.hca])cr than it is
currently being done; more about  this later.

~on[ractitlg,  out is Ihc politically c.orrcct
t ICI)(I. Govcmncnts  want to scc more
involvement by private industry. More
teaming with the private scc(or and more
contracting oul arc being soug,ht in many
areas. ~omlnitmcnts have been made to
substanlial]y incrcasc the amount of
F>OVCllUllC1)t  bUSillCSS  dOIIC Wit}) SIIX31] all(i
disadvan[ap,c~i businesses and women owned
b~lsincsscs.

‘1’hcsc  then arc some of the reasons why
organizations should very favorably consider
olltsourcing  to meet tllcir itlformation  syslcm,
information services, atxi informatiol~
[Cclmology  IIcc(is, Ncx[ wc will cxalnincthc
qllcs[ion of which work it is ti~at  OIIC shoul~i
Olltsoul’cc.

W h i c h  WorlL to Outsource? J1’1,’s initial
ti~inking,  about the h4A(;S  contmc.t was that
w c  wouki e s s e n t i a l l y  contimc  ONI. trcmi
towar(i icvcl o f  cfl’or[ sNppor[ work fomsc~i
mainly on the operations an(i maintcnmcc  of
mission ami institutional c.omputinp,
co]l]]]]t]llicatiolls,  ami infomalion  s y s t e m s .
Fmlunatcly wc qucs[ioncd  this narrow focus
and began to tilink shout a bma(icr, more
ficxiblc  SCOpC  of work.

Wcincrcascd  tllcl~llascs fro]] lc~;]lyo ]~c]atio]~s
an(i maintc]]ancc  [0 cncomi)ass  ti]c full l i f e
cyck: (icvclopmcnt,  itll])lclllcll[atioll, Icstins,
training, operations, sustaining, lnaintcnancc.
llqllallyi]ll]lo][a]l(,  wc(icfi]lcd l’a~”ial)lc~iol.1(
JllO(]CS  which the coIltJ’actorcoul(l  bcaskc(i  tO

cmp]oy  i n  c a r r y i n g ,  out t h e  assignc(i  w o r k ,

p,iving  a vcJy flcxib]c and responsive spectrum
of possil)i]itics  to fit every IIccci: bo(iy slmp,
suppor[ tasking, level of cffor[ taskin~  (I ,01{)
ami lrllc task nmic, organi7,ations  of(cn iikc
[0 take smaii steps first in contracting, out, and



this spcc(rum of approaches allowc(i us [0
(io so, nmving  more work to (IIC true task
mo(ic WIKU1 Succcssflll outcomes WCIC
acl]icvc(l and trus( built ui~. ‘1’i~is conce.i~l
is iilus(ratc(i in liigure 1.

1 ‘ig,urc 1 is annotated to show increasing
COl)[rac(or responsibility for various
functions  a s  (1u2 work assify~mcnl  mocic
proglcsscs from lhc body shop (ypc (0 [hc
[rue task mo(ic whe,rcin (hc contractor has
f’uii rcsimnsii>iii[y  10 dciivcr  pmiucls  an(i
scrviccs \vhich nlcct customer
rcqu ircmcn(s,

Subcontracting or tcaminf,  is something
Ihal cm sl]ou]d  e x p e c t  and pian for i n
iarp,c  outsourcing  cffor[s wherein any onc
contractor may not l]avc ali of Ihc
cximlisc  required. Subcontracting can
a l s o  1)(! Usc(i  as a  m e a n s  to fLll[hCl  otllcl”

ot~\:]l]i7<a(iollfii” oi).jcc[ivcs, such iiS:

suppor[iq?,  small business, mail minorily
ami womw  t~\viwd  firms, iocal  community
rcdcvciopmcl)t cfforls, minority hirin~,.
lll~(icr  tim MA~S con[rac( annuai
opmiting  plan, ~,oals arc sol in some of
t i l e  til’cas.

Onc my a l s o  struclurc  l)m contracl to
cover ccrlain  dcsirabk  fcatum as wc di(i
in iim MA~S contract, incluciinp,:  a\var(i
fcc sl~aring by c o n t r a c t o r  mi~loycm,
por[a[)lc ret ircmcnt plans, mimrit  y col]cgc
scholarshii)s, and so for(h. Ask for
contrac tors  10 propose [hings that arc
thought to bc worthwhi]c;  it may be that
Ihc Coll[l’ac(ol’  caIl propmc to do  Ihcm al
litllc or no cost.

l:ip,urc 2 shows Ii]c broad w o r k
l)red{dow] struclurc  (WIIS) [hat is a kcy
feature of [IN MA~S contract. OJlc
shcmki note, however, (hat although the
WIIS provi(ics for a  wi(ic ran~c o f
possibiiitics,  ii was ma(ic clear that ii was
not man(iatory that J])]. organizations usc
(IIC MA(:S con(rac( cxclusivc]y  (o F,C1 their
llc\v a~i(ic(i  \vol”k  (iOI)C, ‘J’his provi(ic(i  a

mcasutc  of conl inucd compc.t  it ivcmss and an
inccn(ivc  for the MA~S  contractor I() provi(ic
oulstan(iinf,  pcrformanm.  lii~utcs  2-1 through
2-3 take a closer look at Ihosc parls of the
WIN which focus on insti[u[iona] illfomation,
institutional information scrviccs, institutional
information Systems, an(i information
tccimology,

A set of otdsourcing  crilcria has cvolvc(i
which assists in clccidinp,  whctb ccrlain work
is a])proi~ria(c  to pu( in the ilancis o f  t h e
contrador  or whether J]’], shoul~i  retain
rcsimmibilityo

o J]]]. shouid not outsourcc  its core pro(iuct
lines or contract out in a manner that
(i iminishm c o r e  c.ompctencics  which arc
cri[icai to achieving J]’] ,’s lonp, tcm goais,
inciu(iing  imsitions  ncc{iccl  to assure a(icquatc
carce.r paths for cmployccs.

o  (;ivc  (iuc cxmsi(icration  t o  ti)c  i m p a c t  OII

pcopie  when  mfiking outsourcinp, dec is ions ;
such ilnpact  cannot  bc totally avoided in most
outsourcing cases.

o U sc cent ractors,  prcfcrabl  y off- 1 Al>, (o help
J]’]. stay within  workforcc and facili(y space
constraints an(i to ilnprovc  intcrna] workforcc
stability.

o IJsc c.ontrac[ors  to acquire ncc(ic(i skills,
technology, infrastruc[urc, etc.

o (hlltractors  will not be pu( i]] a position
that commitstl~c institutim~(JP  1.).

o  { c o n t r a c t o r s  will not reprcscllt J])]. in
intcrfwinr,  with mr customers; they will not
bc put in a position which requires
in(iei~cndcnt interfacing wit]) Cx[crnal
CUslolncrs.

o  ~ontraclors  wili Dot bc in posit ionlo  make
(iccisions  which arc crit ical 10 mission
Sllcc(!ss.



cent ract. When the end of the first fivc-
ycar period was approaching, wc cxcrciscd
three of these options based on the highly
satisfactory and successful outcomcsofthc
first five years. Onc could consider
starting out with less than five years in the
f i r s t  incrcmcnt to furlhcr inccntivi7,c

performance from the outset.

It is said that if you aren’t measuring, you
aren’t managing, or you aren’t managing
as WCI1 as you could, Metrics or
measures figure prominently in the MACXI
contract to help achieve quality and value
object i vcs al)d to pursue continuous
improvement, Rcsu]ts measures look at
such things as cuslomer satisfaction,
product qua]ity, service cycle time, and
response time; while process masures
look at lhc efficiency and effectiveness of
the process which delivers the products
and scrviccs in tams  of costs, workforce,
cycle time, quality of life in the work
p]acc,

1 lowcvcr, onc shouldn’t lose sight of the
fac[ that people. arc the most impor[an(
J“CSOUJCC,  aJd the leadership provided by

key JI’I. and MACX contractor pCOplC  is

tllc essential atlribute to achieving
CXCCl]CJlt  l’CSU]tS.

Career Opportunities. ~arccr
(lcvclopment is a kcy issue both from the
vicwpoin[ of the contracting entity and the
contractor. l)crhaps it should bc, but one
won’t find [his subject written into the
contrac[. 1 lowevcr, arrangements that
SCJ”VC both inlcrests have evolved,

1 transferred about 50 percent of my J]’].
positions [o tl]c MACX contract, Many of
these positions wcJc for lower level
cn~inccring and administrative work, cJltry
l eve l ,  aJKi mi(l l e v e l  p o s i t i o n s .  In o t h e r

WOJ’dS,  soJne Of thC COJ)traCtCd work was
fymcJ’aH y the lower halves of Jlly
IIivision’s carccr l a d d e r s . I had
significantly fewer entry level or

developmental positions. ~onscqucnt]y,  the
contractor and 1 agreed that OAO could in
effect bc a primary source of applicants for
advertised JP1. positions. Such practice had
formerly been discouraged due to contractors’
complaints that one was raiding and stealing
his workforcc. llndcr the MACS contract this
is a normal event, an expcctcd outcome that is
done openly and is coordinated. ‘me
contractor 10SCS people but not positions; 63
people have crossed over this briclgc to date.
Pension portability is an issue, and having it
por[ablc facilitates this arrangement.
Although compensation is based on the
position, consideration is given to keeping
those who transfer “whole” with regard to tllc
total benefit package,

In the case where the contractor took over
whole tasks, such as computer center
operations and maintenance, J]’], obviously
had made a decision to no longer bc in this
carccr field. J]’] ,crs who were computer
operators and didn’t cross train to other skills
had little c}micc other than seeking work in
the positions transferred or with other
companies performing similar work,

A Caveat. IJ] the MACS case, wc were faced
with a period of growth; therefore, there was
gcneral]y Jlo threat to the status of J]’].
people, although soJnc displacement to other
positions would bc expected as the growth
occurred. Onc dots not always have this
forlunatc situation; in which case, transfer of
cncumbcrcd  positions to be fillcci aIid
pcrformd by the contractor coulcl cause major
impact and concern to J]’], employees. It is
imporlant to note that in the few cases w~)crc
this has happened, wc have always transferred
the work and the position, not the J]’],
employee. Wc clcal with the position and
inform the employee that he or shc may be a
prcfcrrcd candidate to fill the position shoLJlcl
they choose to apply to the contractor for the
job. ‘1’hcy may, of course, choose to apply
for work in other J}’I. positions rather than
joining the contractor.



*

l’rinc.ip]cs.  Arc there any I’J’ outsourcing
principles which may be gleaned from the
MACX cxpcricncc? Onc thought which
appcaml rcpcatcclly and which is so
impor(ant that it should be considered a
princip]c is that of’ flcxihility. Other
thoughts wherein principles may lie, 1
think, are as follows: l~ocusing on where
onc wants to go, the vision, mission,
goals; identifying and maintaining core
compctencics; strong, sustained
conmitmcnt  to the outsource concept;
incentives and mcawrc.s which are
aligned with goals; dcdicatcd leadership
and advocacy; con! inuous inqmovc.nmnt;
and the state of teaming and
cnq)owrmcnt which permit peop]c to
perform to their full capabilities.

l’itfalls. The MACX ou[sourcing effort
had its share of problems, t)ut most of
these arc of [he type common to many
contracting situations. I lowcver, a fcw
stand out as noteworthy as follows: lack
of vision as to the benefits of outsourcing;
tfiking, a view that is too limited; trying to
bc too dc.tailed in the RIT and contract;
seeing everything as core compctcncics
such that nothing can bc outsourccd in a
true task mode; arbitrary decisions as to
what to outsource or the meek get
outsourccd; lack of corporate memory as
to what was intended and wcakcming of the
sustained commitment; inability to clcliver
on “hand-shake” arrangements; and
intervention into operations by legal and/or
procurement people,

Anci, onc may cvcntua]ly  find some princip]cs
cmbcddccl  in these pitfalls as WC]], such as the
principle of owmr control - whic}l means that
the process owner must maintain control and
never lets the lawyers or procurement people
take over.

Concluding Remarks

Outsourcing through the MACY3 contractual
vchic]c has been very successful for J1’1, in
the IT area, but I consider that wc arc still at
a rather early stage in this cmicavour.  1 am
now getting substantial pressures to do more
outsourcing, ancl more will bc done. in fact,
some arc saying that wc should outsoul’ce
everything having to do with I“J’ since this is
low technology and not onc of JI’I ,’s qorc
competcncicso 1 lowcvcr, 1 bclicvc thinking
such as this goes too far when onc considers
what 1 said at the beginning about the nature
of information and its importance to the
cntcrprisc, the enabling technology for
achieving cxccllcncc. Some parts of IT
should bc considered as core assets and a
component of core compctcncics  in one’s
organization,

I thank the l~A for this opportunity to share
these cxpcricnccs  in IT outsourcing. Arc
there any questions?

The research described in this paper was
carried out by the Jet Propulsion 1 ahoratory,
California Institute of Technology, under a
contract with the National Aeronautics and
Space Administration.
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Figure 2-1: WBS Area 4.0 Expanded
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